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divisions of the New Jersey State Department of Education. The 
individual program priorities were prepared in response to eight 
overall objectives established by the State Commissioner of 
Education. For the purposes of analysis, the various divisions were 
grouped by function, and program- level responses were assigned number 
weights according to the value of the objective to which they relate. 
The assigning of values allows for the analysis of resource 
commitments. This matrix approach is intended to give the 
commissioner and members of the State Board of Education an overview 
of each program's priorities and each program manager's responses to 
those priorities. In addition to presenting a series of tables that 
summarize the individual program priorities, the report also includes 
a narrative that discusses the responses and analyzes the ways in 
which they cluster. (Author/JG) 
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Abstract 



Ten of the Department 's eleven divisions have responded 
to the eoinmissioner's priorities ("Eight Steps to the Eight- 
ies"') by assigning their program's purpose and obDectives to 
one or more of the Eight Steps. . 

The narrative which follows specifies the ways in which 
the responses., cluster. These clusterings provide valuable 
information for management decisioning relative to: 



. assigning resources to a priority 

based on the magnitude of the task 

. providing guidelines for cross-divisional 
coordination and cooperation, and, 

. providing guidelines for improving and 

accelerating the plan, ing process 
for FY '78 

For the purposes of analysis divisions have been group- 
ed by function, and program-level responses have been assign 
ed- number weights by the value of the objective in question. 
The assigning of values, therefore, allows for the' analysis 
of resource commitments. 

The results of the study suggest the immediate need 
for the increased coordination of responses, and for the as- 
signment of resources to insufficiently addressed priorities 

This matrix-approach to management provides for the 
commissioner, his staff, and members -of the State Board, a 
bird's-eye view of each of the priorities, the perceptions 
of the 63 program managers' responses to the priorities, 
and a first draft of a planning blueprint for succeeding 
years. 
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OMl/JlUlM-76 

Interpreting Division Matrix 
Responses for Improved Departmental Management 

Introduction 

The S5' primary program cost center responses'" to the Commissioner's 
priorities ("Bight Steps to the Eighties") represent the Depart- 
ment's first effort in juxtaposing program level objectives and 
priorities. 

The'se responses represent the best thinking of the assembled 
program managers within each of the eleven divisions. As such 
the responses represent a "middle-managemenf response compatible 
with the method employed in preparing program level objectives. 
IZach priority selected by a dvision is further matched with a 
-measureably stated objective indicating how the program's 
personnel plan to respond to the priorities selected. Please see 
Appendix A for the ins tructions .proposed for use in selecting 
program responses to the priorities. 

An analysis of the 55 program- level responses indicates a mixture 
of 

.overlapping functions 

.possibly redundant concentrations of effort, and 

certain priority areas inadequately addressed 

1 ■ - 

0 

On the positive side the matrix (Figure 1.1) shows a wide range 
of responses across priorities, and also the interests the 
divisions have in responding to the prior ities . As such,- the 
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the matrix serves as a planning tool for decisions affecting: 

.the assignment of management responsibilities 
.the need for clarification of management functions 
.the need to improve internal management communications 
systems, and 

.the need to specify all priorities (for FY78) in more 
measurable terms, and to breakdown the functions of manage- 
ment into mare distinct and operable categories 

Program Cost Center responses reflect divisional leadership choices 
based upon corporate judgments of "best fit" within programs. 
"Fit" was determined by juxtaposing program level objectives 
drawn from the Operational Plan against each of the nine depart- 
mental priorities. As noted, primary and secondary objectives 
were then prepared for each priority selected. 

liach Program Cost Center (63) was entitled to one primary (P) 
response, and as many secondary responses (S) as seemed appro- 
priate. Secondaries correspond, where applicable, to project 
foci within programs. 

There are negative variations on both the primary and secondary 
levels of response. Divisions identified 63 program cost centers, 
but with primary responses for only 55. Of the 229 project cost 
centers there were only 115 secondary level responses. This 
negative variation suggests the need (for FY78) for more 
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strenuous efforts in the determination of priorities for which 

resources can be mu.stered, and for the refocusing of 'the priorities 

,/ 

to reflect statutory determined activities. As a planiiin}- acti- 

A 

vity every effort should be directed toward attaining greater 
compatability between program and project objectives and the 
Department's priorities. In .thc space..of two or three years all 
project level objectives should be focused on one or more of the 
Department's priorities. Obversely, program and project level 
objectives should be designed in a collegial/participatory mode 
such that redundancy of effort is reduced to a minimum. The 
preparation of objectives responsive to the Department's 
priorities should be the Department's quintessential planning 
effort of the year. Additionally, resources should be allocated 
on the basis of how well program and project objectives address 
the fulfilling of the priorities. 

y\naly.s Ls 

I 

There are 55 primary (P) Program Cost Center responses to the ^ 
Commissioner's "Eight Steps." For matrix 'analys is purposes the 
' Steps have been rewritten in more measurable terms, and. expanded 
to nine (9) to distinquish- free-standing and discrete activities. 

The 55 primary responses (P) , out of a potential response of 63, 
are determined by noting that 04 felt (justifiably) that it 
could not respond for any' of its four programs, and 09 elected 
to construct a tenth priority addressed to its responsibilities 
to other departments in state government for four of its programs. 
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Parenthetically, the Commissioner's office was restricted to two 
program responses wliereas in reajity all of the priorities are 
the Commissioner's choices, and all are held of equal value for 
development. 

In order to interpret the responses it is useful to group the 
divisions by function. For this purpose groupings are as follows 

Group Function 

1 Services for internal management 

r- • ■.. 

Commissioner's.Office, Deputy Commissioner's Office 
Administration & Finance, Controversies & Disputes, 
and portions of Research, Planning and Evaluation 

2 Services to local schools 

; ■ I ■ • 

Field Services, School Programs, and Vocational liducaLion 

' 3 Services to the public 

Library and Museum 

4 Services to the deaf ^ 

Katzcnbach School and portions of School Pvogranis 

Also, - by assigning numeric values^^of "P" and "S" responses it is 
possible to analyze the relative importance of each response. 
Since there are approximately four projects per program the 
P value has been assigned a number weight of 4 and the S value a 

10 
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weight of one. Number values converted to i;roup response patterns 
indicate the priorities are ranked in the rollowing order: 



Priority 
Number 



Group n 
Internal ManaijcmcnL Sorvicos 

01 C()mmissionor\s Ofl'ico 

12 Depuly Commissioner's OlTice 

03 Administration and Finance 

06 Research, Plannini^ and ICvaluation 



Croup 112 
Services to Local School 

02 Field Services 

05 School Programs 

07 Vocational Education 

Group 3 ; ■ 
Services to the Public 

09 Library 

10 Museum 



Group 4 
Services to the Deaf 

ll Kat/.enbach School 
05 School Programs 



Wei.jTht:ed 
Rcs] -)o nsc 



Priori ty 
Ranking 



as follows: 

All divisions responding 
except 04 



EKLC 
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Volume rcs|)onr>e by Group 



G roup li 1 INTERNAL M/vNAGI^TMlONT (Ol. Comanssioncr's 0^fi(H^ 12, Dqiuty Cotnnnssiuucr's Office, 
03, Aflministralion ifc I'^iiuiiu-o, 00, Ucsearcli, IManiuui^ mid Kvnluation) 



J* - 



i ' I 



Prxori ty 



Group // 2 SERVICI!:S TO LOCAL SCHOOLS (02, Find services, 05, School Programs, 07 Vocational 
Kducation) 



40- 

/O - 



Priority // i 



r",: — 1 



"8X" 



TIT 



Group // 3 SERVICES TO TI IE PUBLIC ( OD, Ivibmry, lO, Must-um) 



50- 
JP- 



frrr-1 



Priority « T ^ 2^ 



^ 1 



8A 



Group lU SERVICES TO THE DEAF ( n, KaUoni.ad, .School) 



so ■ 



I n 



Priority " 1 



2 3 4 



1 — n 7 ^ 
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■ Narrative Analysis b^. Priority and Division Response 
Priority //I . . . The planning and management of TQE 

With the exception of the Commissioner's office, per se, no 
operational cost center identifies itself as explicitly concerned 
with the planning and implementation of T^E. In financial terms 
03 cites explicit monitoring activities . Also, 06 cites certain 
planning responsitfilitics. 

On the basis of the 23 priinary and secondary responses (repre- 
senting 13^5 of all responses) there is a wide diversity in the 
nature of the responses. Not only are the responses largely 
non-quantifiable, but they cover everything from evaluating long 
range plans for improved facilities to increased bus. safety. 

No division explicitly cites responsibility for student growth 
under the T^B headings. 

Management responses arc not oriented so much to Tf,E processcs^^ 
as to the on-going internal operations of 'the divisions activitie§ 
per se. 

Priority selections tend not to identify Tf,E work underway, but 
rather arc a reflection of what has been done historically, or 
objectives have been assigned to Priority #1 because no other 
priority area seemed to fit any better. 

- 8 - ■ 
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In short, most of the objectives, whether primary or secondary, 
tend to sec themselves as supportive of TfiE, but not .in a 
directive capacity. 

If these analyses are essentially correct the Commissioner's 
office may wish to consider a matrix organization for the Depart- 
ment with certain cost centers named to coordinating responsi- 
bilities for each priority. 



A breakdown by divisional groupings follows: 



Number of 
P rograms 



Group #1 

Priority 111 

01 (Coimuissioiisi 's Offico) 2 

03 (Admin, i I'in.) 5 

06 (R,P, &!•:.) 7 

12 (Deputy Comm. Office) 5 

Priority 112' 

(Conimis.sioner's Office) Q 

03 (Admin. & Kin. ) Q 

05 (R.I'. & K.) 7 
12 (Deputy Comm. Office) 5 

T'riority liy> 
Priority #4 

Priority US 

12 (Deputy Comm. ) 5 

Priority 116 

06 (U.P.UE.) 3 

12 ( Deputy Comm. ) 5 

Priority S7 
Priority "SA 
Priority #83 



Progs . 
Sel, 111 



NONE 
NONE 



NONP. 
NONE 
NONE 



]. 
5 
3 
2 



0 
0 
1 
1 



1 
1 



Respons 



50 
100 
43 
40 



14 
20 



4 3 
20 
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Group J 2 

Priority 111 



Number o£ 
Programs 



02 (Fii'ld Scrvii-f.s) 7 
0 5 (School I'rotjrjims) 5 
07 (Vocalioiiiil Htl.) 8 



Priority 112 



0 2 (Kiold Services) J 
Q5 (School I'ro|4r;ims) 5 
.07 (Vocaticnial lid.J 8 



Priority //3 



0 2 C't"''' Sf.TvicPs) 
(J (School IVoi;rnmr.1 
07 (VocalionnI EJ.) 



Priority M 
Priority ^5 

Priority #6 



NONE 
NONE 



0 2 (ri(!ld Services) 7 
0 5 (School Programs) 5 
07 (Vocational i;d.) 8 



Priority 117 



0 2 (Field Services) 7 
0 5 (School Prtfyrnms) 5 
07 (Vocational Kd.) 8 



Priority //8A 



0 2 (Field Services) 7 
05 (School I'ronrams) 5 
07 (Vocational Ed.) 8 



Priority //SB 



0 2 (Field Services) 7 
0 5 (School Proi,'r;ims) 5 
07 (Vocational Kd.) 8 



Progs . 
Scl. Ill 



4 

1 
2 



0 
0 
2 



1 
0 
1 



NONE 
NONE 



2 
0 

3 



0 
1 
0 



0 

J 

0 



0 
3 
0 



Percent 
Res pons 



56: 
20- 
25 



25 



14 

0 
12 

NONE 
NONE 



29 
0 
37 



0 
20 
0 



0 
20 
0 



0 
60 
0 
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Analysis of Priority HZ '.'...monitoring and evaluating local T^C 
efforts. Please see pages 12 ff. for respi5n%s by priority. 



The two (2) primary level responses are in congruence with tliis 
priority. These responses, 12E School Approvals and County • ■ 
Services, locate the evaluation system on the county level, and 
the assessment of the State's goals in RPfjE. There are 13 
secondary goals spread, across seven divisions. 

In .light of the magnitude of the taks of monitoring, evaluating 
and assessing some 600 (+) local districts this priority clearly 
calls for the reconciliation of the fifteen obje9^ives across the 
divisions. On the basis of this coordination additional resources 
may need to be assigned, and/or transferred from other cost 
centers. For Priority n, as well as for all the other priorities, 
there is clearly a need for improved and accelerated interdivis ional 
planning. • ' 

Priority H3 "...servicing the unmet needs of particular student 
populations ..." " j. 

This priority has only four primary responses, but 13 secondaries. 
The primaries (02P Child Nutrition, 07G Occupational and Career 
Research Development, 07C Occupational Programs, and 0711 Urban 
Occupational Hducation) range from providing per meal reimburse- 
ments to operating occupational training programs for under- 
employed adults. All of the primary responses are based on 
existing programs and none appear-to be concerned with the 

- 11 - . - 
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overall intent of the priority. In short, the response level 
indicates there are no primary level operational responses to 
this priority. 

As with the other priorities there is a serious need to do 

both inter and intra-divisional planning to assign responsibility 

for this priority's development, and to assign resources. 

Priority M Delivering Cultural and Library Services 



This priority is addressed entirely by Group // 3 (09 and 10). 
There appears to be high congruity. between the priorities • and 
tlie primary objectives cited. It is interesting that no 
divisions within 225 West* State . responded. Nonetheless, the 
priority, in terms of the total number of responses, is well 
attended. 

Priority 

10 (Museum) 

Priority //5 Legislative Proposals 

One program, 12B, responded to this priority. There were five 

secondary responses. It is recommended that tlie cost centers 

involved coordinate their interests and activities. The 

secondaries come from 06, 07 and 0'9. (Research, Planning & Evaluation, 
Vocational Education, and Library) 

- 12 - 
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Total Progs. 
Progs. ■ Sel. tf4 



7 3 43 

8 8 100 



Priority '/6 liducational Climate 

Priority ^'6 raises a multiplicity of problems because of its 
intangible, non-measurable character. As sucli it may have been . 
used as a repository for a host of unrelated items that may not 
have fitted elsewhere. With the s ingular except ion of 04 every 
division has responded. In fact there is a larger volume of 
response vo this priority (34 objectives) than to any other. 
The next highest volume responses are 26 assigned to Priority USA 
and 23 assigned to Priority //I. 

For FY78 it is proposed that this priority be stated in more 
measurable terms. In the interim the array of responses (all 
the way from emergency preparedness to approving college 
teacher training programs) suggests headings for ways to' 
address the student population -distinct from those cited in 
Priority //3. 

Priority H livaluating Professional Growth 

There is only one primary program response to this . critical T^E- 
component. Program 05E Reading plans' to evaluate the teachers 
ability to teach reading in the schools that have the Right to 
Read program. 

There arc 12 secondary level objectives directed to evaluating 
professional growth. These .12 objectives represent seven 
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divisions and cross division coordination is clearly called for. 

In light of the importance of this priority the response level 
appears inadequate. 

Priority //8A Delivering Assistance to Local School Districts 

There was -only one primary level response to this critical objec- ' 
tive. The 05P l.-IC's response plans to provide technical assis- 
taiice on a number of levels. 

Interestingly, while there was only one primary response there 
were 25 secondary responses across seven divisions. Clearly 
coordination is called for across the divisions to reconcile 
the 25 secondary responses with the work proposed by the EIC's 
and the county offices. This critical priority appears to need 
additional resources. 

Priority //8B Compensatory and Special Education Needs 

There are eight primary and 14 secondary responses to this 
priority. 

All of Division ll's responses are in this priority. Additionally, 
05 has statutory responsibilities for programs 05B Special 
[•ducation, 05C Bilingual Education, and OSD Compensatory 
Education. The Libra-y's 09D program for the Blind and Handicapped 
is assigned to this priority. 

19 ; 



Finally, the Millburn Avenue and Pingree Schools in 05 would be 
assigned to this priority. 

As 'v/ith the other priorities cross divisional efforts should be • 
made to coordinate both primary and secondary level activities. 
In terms of volume the response level appears adequate given 
existing resources. 

Recommendations 

Because the Commissioner's priorities are all of equal value for 
development, though they clearly differ in terms of the magnitude 
of the tasks themselves, it is recommended that: 

1. the final analysis of responses be based upon placing 
the priorities in a ranked order of magnitude. 

2. " that priorities 2, 5, 7 and 8 be reevaluated based upon 

this ranking, and then reconciled among and between 
divisions. On the basis of that reconciliation such 
additional resources as needed would be. assigned. 

3. that primary and secondary objecgives against Priority 
//6 Ciniproving the educational climate) be reassigned 
based upon the needs emerging' from the analysis of 

.Other priority responses. 

- 15 - 
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that for l-yys secondary level responses be restricted 
to the number of funded projects within a given program. 
It is further recommended that in order for activities 
to be aggregated as a project cost center that said 
project be Cunded at a level no less than $25,000. 
Such a classification system. would allow total cost 
estimates for each of the priorities by fiscal year. 
.This, rough cost data would also allow for the easier 
manipulation of resources. 

that the statement of priorities for I-Y78 be designed 
in such a way that programs having both statutory 
and T,f,[2 responsibilities may respond for each of thi^Br 
program cost centers. Additionally, that FY78's 
priorities be written as Departmental objectives 
allowing the statement of minimal performance levels. 
For example, assigning percentages of the Department's 
annual costs to particular priorities/objectives; citing 
numbers of schools advancing to the next TfjK levels; 
identifying numbers of certain student populations to 
be served, etc. , and 

to introduce the matrix planning activity prior to the 
construction of Operational Plan . obj ectives by 
project and program. Matrix planning must be introduced 
by more thorough programs of- management training. All 
objectives must be written as specifically directed to 
one or more of the I-Y 78 priorities. 

21 ■-■ 



' Summary 

The matrix planning: activity for PY77 is a positive first step in 
reorienting the Department to improve^ management procedures via • 
coordination of activities focused on certain priorities. 

As more quantifiable priorities are written the division level 
response will be both more inclusive and more precise. 

Finally, tJie cross-divisional nature of the matrix response clearly 
calls for interdivisional matrix- focused organizational changes. 
As the Department learns to function as a matrix organization 
focused on the completion o£ measurably stated objectives the 
whole of the massive educational machinery will be well on the 
way to bringing about a more thorough and efficient education for 
all our learners. 
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Flow Chart 
l*rc[)arinii; Responses to the Priority i\1ciirix 



nivisinii liculs .jsscihMc 
si:\(\\ review null i\ ;uul 
resnui cc uuitei iais 



Operational I'l.in purposes 
objectives are reviewed by 
levels for appropriateness 
to i^riorilies 



•I 



IVo|;rani Jirecloi s meet 
witb ibeir project 
niaua(;ers, review matrix 
anil resource ni.Jtenals ' 



IVojec I n)anagcr5 
meet with project 
staff* review njatrix 
and rcs(Mirce 
materials 3 



Purposes are 


tben 


converted to 


bebavioral 


statements b 


y levels 


j)ertinent to 


j)riorities 




. 5 



IJebavioral state- 
ments are tben 
a,ssij;ncd t inic lines 
m 1976-1977 



Bebavioral statements 
are tbcrj ranked 
a[;ainsl priorities 



I^ojccl level 

objectives are submitted 
to IVogram Directors 
8 



l*roj;rani Directors 
meet witb I*roject 
level staff and pre- 
pare program level 
bebavioral statements 
9 



IVoj^ram level be 


lavioral 


stateuKMUs arc pi 


aced on 


time lifjc for 




1976.1977 






10 



I'rogram level 

b e b a V i o r a I s t a t e m e n t s 

are assigned a rank 

pertinent to particular 

priorities 

n 



I'rograu) level 
luatrix submitted 
to Division 
bead 

12 




Matrix reviewed and 
revised witb staff input 



Yes 



16 



— > 



Approved matrix 
submitted to 
Operational Plan Office 
14 



Opera- 
tional lM«nn 
Officr approves 
Division 
s^inalraccs?/ 



No 



Yes 



l^eviewed, revised 
resubmitted to O.P.O. 

17 





Operational I*lan Office 
subnuts to top 
management ^ ^ 




Top Management reviews 
and reallocates resources 
accordingly* 
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